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Abstract 
 
 
In a market that is changing fast and is being affected by the financial crisis, 
corporations must continually revise their organization in order to face the 
competitors, to keep their customers, and to be profitable. The restructuring 
process plays an important role in launching a new strategic plan for the 
efficiency and effectiveness of the organization. But more than this, job 
satisfaction and motivation are crucial factors in the survival of a corporation, 
which is in a direct relation with changes in work environment produced by the 
process of restructuring. Our research base was to determine how has the 
restructuring of BCR affected the work environment and job satisfaction of 
employees, and how can management motivate the employees in order to keep 
up the performance of the bank. Our conclusion is that job satisfaction and 
motivation in a corporation aren’t important, but crucial in the survival of 
employees in a corporation, respectively in a corporation that goes through 
changes.  
 
Keywords: Downsizing, Restructuring, Job satisfaction, Motivation, 
Performance  
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Introduction  
 
 
 
“If Columbus had turned back, no one would have blamed him. Of course, no 
one would have remembered him either.” (Unknown)  
 
This is similar with an employee within an organization. But, first of all, let‟s 
start from beginning. The topic of this research paper is Restructuration and 
Job Satisfaction. In order “to obtain restructuration”, corporations need to 
focus on a new idea, a new strategy, for a new beginning with the purpose to 
get back on the track after a loss or to enhance higher profits. Once the plan of 
restructuring is applied, we obtain a “new work environment”; an environment 
which goes through different changes.  
 
In this paper we are focusing on the “need of restructuring and downsizing”, 
why a company is implementing it, which is the impact of restructuring upon 
organization- does restructuring influence the employees and the work 
environment?  
 
We also aim to respond to the current challenge such as job satisfaction and 
performance. Because restructuration means new ideas, opportunities or “new 
successes” a corporation can emerge in the future. If the process is going 
according to the plan, the success is guaranteed, but if the plan fails or takes 
longer periods of time, then, the organization is going on loss, followed by 
bankruptcy.  
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In the first chapter, we described problem area, or the starting point behind 
restructuring and job satisfaction, problem formulation, methodology and 
philosophy of science. 
 
The second chapter is theoretical one, in which we define restructuring and 
downsizing, and we also describe the efforts of managers to create a pleasant 
wok environment in an organization that goes through these changes. The 
second part of this chapter is dealing with job satisfaction, motivation- why 
employee motivation is so important, and performance. 
 
In the 3
rd
 chapter, we have the study case of commercial bank from Romania, 
BCR, and analysis on this. This starting over plan implies the changes at the 
level of the organization, influencing the work environment and employees in 
a way or another.  
 
We find that the market appears to be fast in adjusting to changes. Therefore, 
through this paperwork we provide a piece of evidence to support the notion 
that restructuring is required within an organization in situations of coercion, 
but also its implications and effects on employees, and how this process affects 
job satisfaction. We will see that this plan of restructuring can keep the 
corporation alive and profitable, or can produce changes hard to be assimilated 
by the employees, leading to an unprofitable corporation. 
  
 In this report, we have an ambitious goal: to focus on a study case in which a 
corporation goes through restructuring process in order to see how can be 
obtained long-term financial gains and satisfaction at the level of employees, 
and for this we are looking at Romanian Commercial Bank (BCR). 
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Our goal is not to compare corporations from the same industry to see how 
profitable one against another is after a restructuring plan, but rather to show 
the impact of restructuring upon the performance of the organization and job 
satisfaction of employees. 
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Problem Area 
 
 
 
Due to the globalization trend, the financial crisis of 2007-2008 converted into 
an enormous global economic crisis, affecting almost every country in the 
world. Consequently, the crisis has deeply influenced the Romanian economy 
too. (Imola Driga, 2013:34) 
 
The Romanian economy has been affected by the global crisis, after a period of 
strong economic performance. During this period of high performance of the 
economy, the banking activity had reached an extensive development of bank 
networks, an increase in the levels of loans as well as in the number of 
employees in the banking sector, a wider range of bank products and services. 
(Bogdan Capraru, 2007: 215) 
 
The banking sector was less affected at the beginning. In 2009, and 2010 as 
well, the total CEE (Central and Eastern Europe) banking assets had a general 
positive trend and increased in value by around 2%. Romania was the 4th 
biggest banking market in Central and Eastern Europe. The banking activities 
continued in 2011 as well, in a moderate way, as reflected by the evolution on 
total net banking assets. (Ensight, 2012:3) 
 
Starting with 2011, the banking system began to experience the effects of the 
financial crisis (Imola Driga, 2013:34), and these effects, of the instable 
financial market, seemed to transmit panic to people, which culminated in the 
disorderly collapse of prices and exchange rates. Total banking loans were 
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losing ground, while the value of the total banking deposits attracted by the 
Romanian banking system continued to increase, showing the population‟s 
increased tendency towards saving. The credit quality for many banks was 
getting worse by a continue ascending of non-performing loans. 
 
The overall banking system‟s profitability was heavily affected in 2011 and 
reached significant negative territory. Thus, the continuing economic decline 
has led the banks to a reduction of the number of branches, as well as, the 
decline in the number of employees. (Ensight, 2012:24) 
 
The whole bank sector was dealing with a bad financial performance. The two 
Romanian largest banks, BCR (Romanian Commercial Bank controlled by 
Austria‟s Erste Group) and BRD (France's Societe Generale) lost market share 
by assets in 2012 of 1.53 points, respectively 0.49 points. This economic 
collapse affected also other banks such as Raiffeisen Bank, Volksbank, Alpha, 
Bancpost.
1
 
 
Weaknesses in financial and corporate sector were at the heart of the 
Romanian Commercial Bank‟s restructuration. Romanian Commercial Bank 
(BCR) was established in 1990, taking over the commercial banking operations 
of the National Bank of Romania, and from 2006 on, BCR became a member 
of Erste Group. BCR offers a full range of financial products and services: 
retail, corporate and investment banking, treasury, capital markets, and 
covering companies working on the leasing market, private pensions and 
housing banks, standing for the most important financial group in Romania. 
BCR ranked number one bank in Romania in terms of assets, deposits, loans, 
                                                                
1
Journal article consulted on  http://www.bankingnews.ro/bcr-si-brd-concedieri.html 
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cards and banking transactions, as well as, in terms of client base and trust rate, 
savings and crediting. (BCR, 2015) 
Starting with 2011, BCR was in a very difficult economic context. Operating 
income declined by 8.7% in 2010, due to a decrease in interest rates and low 
loan demand. In the same time, operating expenses maintained almost flat 
(increased by 1.4%). BCR‟s operating profit at the end of December 2011 
declined down by 14.6% (at the end of December 2010), mainly on a drop in 
operating income and maintaining the operating expenses constant (BCR, 
2011). 
 
The operating profit was in a continue falling after 2010. This fact led to an 
immediate priority to stabilize the financial system. Tomas Spurny, BCR‟s 
CEO, found that the only recovery plan for stabilizing the financial results of 
the bank is developing and implementing a restructuring plan.  BCR's recovery 
plan was designed for a period of 12-18 months, starting from 2012, during 
which 64 retail units will be closed and a program for reducing of costs to the 
fees. This program of reducing the costs is implemented by reducing staff 
costs, achieved by reducing the number of employees. (Ionescu, 2013). Tomas 
Spurny announced that a total of 1,700 employees will be laid off by the end of 
summer 2014, representing 17.5% of total employment to implement the new 
economic model. 
 
A number of other leading Romanian banks, such as UniCredit and BRD, also 
saw human resources management (HRM) as a strategic tool and fired 
hundreds of employees due to the financial crisis affecting this sector (A. 
Radu, 2011). As we mentioned before, BCR also implemented such changes: 
they fired 1,500 of their employees with the scope of cost reduction. It is a 
normal action, considering the context of the financial crisis, for any 
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organization to reach out to downsizing and see it as a solution in order to 
increase their efficiency and reduce costs (Applebaum & Donia, 2000). 
Downsizing is seen as a strategy of restructuring that enables an organization 
to deliberately use policies that result in permanent reduction in personnel to 
improve efficiency and effectiveness (Budros A, 1999).  
 
In the context of both a negative impact such as the economic crisis but also 
the constant progress of such a globalized economy, the subject of 
restructuring is significantly important for every business/corporation. It is 
considered by most as a process that comes as a solution in cases when the 
company is in a unfavorable economic or competitive situation; it is seen as a 
management tool for improving the operations, costs, over-all performance of 
the company. (Baker, 2006) The higher-ups at BCR also chose to believe in 
this method when their financial situation was in a constant decline right after 
the financial crisis. 
 
Restructuring is a complex process that can have influences in the whole 
organization, but what we are focused on, considering the case of BCR, is the 
downsizing part of this strategy and one that has been of significant use in all 
industries in the past decades mostly due to unfavorable situations of 
companies and their goals for improving this. As a strategy of restructuring, we 
talk about downsizing when an organization uses it to reduce the number of its 
employees with the goal of improving the overall effectiveness and efficiency. 
 
Through this paper, we also refer to the employees who remain with the 
organization after downsizing by the term “survivors". These employees are 
responsible for new business performance and ultimately how successful the 
implementation of the restructuring plan has gone (Baker, 2006). Improving 
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organizational effectiveness after a downsizing process is strongly related to 
the reaction and behavior that survivors would adopt (Kozlowski et al. 1993). 
 
There are several studies that point out a number of symptoms that survivor 
employees may show after the downsizing of the organization. Some of these 
include a decline in staff loyalty, decreased motivation, dissatisfaction with the 
planning and communication within the organization, anger toward the process 
of downsizing itself, loss of credibility of the management of the company, and 
increased stress level shown in employees (Appelbaum et al., 2000; Noer, 
1993; Thornhill and Saunders, 1998). 
 
According to these mentioned studies that regard the emotional reactions of 
staff members affected by the restructuring, such employees experience 
negative emotions such as guilt, loss of organizational commitment, 
uncertainty about the future and some level of job insecurity (Applebaum & 
Donia, 2000). Ugboro (2003) also points out that these employees feel 
discouraged, fearful and have low morale.  
 
Gignac and Appeulbaum (1997) believe that these so-called survivors are also 
subject to a number of adjustments at the level of their work and tasks. They 
mention that such adjustments may include new job descriptions, new 
procedures, increased workload and a concern about the future of their 
employment. Such changes in the organization, they believe, may cause a 
higher rate of absenteeism (or unscheduled employee absences from the 
workplace), increased accidents at the workplace, especially conflicts between 
workers and managers and difficulty in adapting to new working conditions. 
Also argued in their study is the fact that those employees that remain within 
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the company after massive layoffs have been carries out are sensitive to the 
effect of downsizing on the safety of their own jobs. 
 
Considering all these discussed and mentioned above, we find an important 
aspect of the restructuring process the way employees are affected by this, as 
they themselves also have a direct effect on the company. The study case of 
BCR shows that the bank fired many employees, but it was also left with a 
great number of “survivors” that had to face the situation and effects of the 
restructuring in the context of their work environment. Also, a number of new 
employees were brought into the organization and they are also affected by the 
changes that were made before their employment. We believe that effects on 
new staff members may be in regards to how the old staff responds to their 
employment, their qualifications etc. The relationship between new and old 
employees may have a negative effect on the work environment considering 
the negative feeling of the survivors towards the new staff members.  
 
The situation that caught our attention was where BCR did something 
different: instead of permanently cutting job positions, they engaged in a 
restructuring plan that led to hiring a number of 400 new employees.  
Why does BCR bank invest in hiring 400 employees when it fired 1,500 
employees and the bank was struggling in a bad financial performance? Is 
restructuring the best idea for getting back on the track?  
 
 
Problem formulation 
How has restructuring of BCR affected the work environment and job 
satisfaction of “the survivors” of the restructuring process? 
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Sub questions 
What effects has the restructuring of the Romanian Commercial Bank on 
working environment and on the job satisfaction for the employees?   
 
How can management motivate the employees in order to keep up the 
performance of the bank? 
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Methodology 
 
 
Considering that we set out to see the effects and impact that restructuring has 
had on the bank and what were the changes that were brought on the 
organization, we chose to use relevant theory on the subject of restructuring, 
changes in the human resources management and job satisfaction, to have a 
better understanding and more knowledge on these mentioned subjects.  
 
The research methods used by us are: document analysis- media and business 
articles, annual reports, interviews and questionnaires. Documentary work 
involves data collection and analysis of written material, such as news and 
business articles published in media, and published annual reports. We set out 
to view this problem from more perspectives, and using the financial reports 
we analyse the impact of these changes at the economic and staff job 
satisfaction level.  
 
To collect data from employees of the organization to understand the 
experiences of the employees and their perspectives/views of what happened, 
we use online interviews. We are looking to obtain data/information that is 
qualitatively relevant, rather than focus on quantitative data gathering. We look 
for participants that have been part of the organization before, as well as after 
the restructuring and for participants that are in different positions (managers, 
front desk employees, financial advisers) to have different perspectives on the 
problem. 
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For interviews, we chose to use open questions in order to collect data from 
employees of the organization. First of all, we had interviews online with the 
employees (old employees- employees that were in the bank before the 
restructuration and they survive to all these changes, new employees, stuff 
from the management). Because the time for collecting data was short, we 
managed to obtain only one face-to-face interview, and a small number of 
online interviews (there were a few people who did not accept to have an 
online interview). We used this method of collecting data from employees of 
the organization in order to understand the experiences of the employees and 
their perspectives/views of what happened. 
 
 
Philosophy of science  
For writing this paper, we position ourselves in an interpretivist research; to 
gain more knowledge and understand the actual situation of the bank and the 
outcomes that affected the areas we are interested in (employees‟ satisfaction, 
organizational performance), we look at the previously mentioned written data 
from a hermeneutics point of view as we work towards explaining our problem 
by interpreting the text gained and the motives that lead to our problem. 
(Forster, 2013:1) 
  
Hermeneutics means the theory of interpretation, the theory of achieving an 
understanding of texts, utterances, and so on; i.e. understanding the concept of 
restructuring, human resources management, and work environment. 
According to Ernesti, the interpretation should take the form of holism: the 
parts of a text must be interpreted in light of the whole text and other related 
texts. (Forster, 2013:5) This is one of the reasons we chose to take interviews 
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from employees - to not be limited to a few questions (as surveys), in order to 
acquire sufficient evidence and meanings. 
 
We work to understand the perspective of the bank on the restructuring and 
changes produced by this, to see how it has affected the work environment of 
the bank - the job satisfaction of employees and the performance of these, and 
we chose to do this from the perspective of employees, which are engaged in 
this process.  
 
In Schleiermacher‟s view, since understanding is not an all-or-nothing matter 
but instead something that comes in degrees, it is possible to interpret the parts 
of a text in sequence, thereby achieve a measure of understanding of the whole 
text, then deploy that measure of understanding of the whole text. (Forster, 
2013:6) We started by understanding the concept of restructuring, the changes 
in human resources management, work environment and job satisfaction, 
followed by the interpretation of interviews and questionnaires, forming at the 
end of the research a conclusion (an understanding of the whole text). 
 
This research paper embraces the interpretive model, by using qualitative data, 
and the analytical strategy of abduction. The abductive viewpoint is used for 
understanding better what lies behind one has observed, for example going 
behind the data gathered from employees and underlying the mechanism that 
caused the restructuring, and changes in human resources management itself 
and stuff job satisfaction for the bank. (P.B.Olsen & K.Pedersen 2008:151) 
 
More formally, abduction is the search for assumptions which, when combined 
with some theory achieves a set of goals; in other words the data from study 
case of the Romanian Commercial Bank combined with the theory of 
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restructuring and job satisfaction, answers to our problem formulation: what 
effects has the restructuring of the Romanian Commercial Bank on working 
environment and on the job satisfaction for the employees? (Tim Menzies, 
1996:311) 
 
 
Empirical approach  
We base our research on a study case, because its aim is to present a 
phenomenon in its complex social context, which is in our case, a Romanian 
Bank which fire 1,500 old employees with experience and hire 400 new 
employees without, leading to changes at the organizational level 
(restructuring), and we intended to see how the employees found the job 
satisfactory through the changes they went.  
 
It is likely to be on one basis easier to learn by interaction and combining 
different theoretical assumptions with a concrete case, to give good example 
that illustrate a more general point. (Regina Scheyvens, 2014:242) 
 
 
Limitations (main methodological challenges) 
The main methodological challenges that we see in this paper as limitations 
regarding the interviews method gathering information are described below.  
Time and distance was an issue as we could not conduct the interviews face-to-
face. The solution we found was to have these interviews online or through 
video-conference.  
We had difficulties finding employees that were willing to be interviewed. 
This may be due to lack of interest or time from their part. 
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Some subjects gave short answers, trying to cover the question with an answer; 
the answer being too broad (depending on type of employees: new, 
“survivors”, managers). 
Data from media that describe the situation of the bank may not accurately 
reflect the real position of the organization; we tried to be careful when 
selecting the information, check several sources, so that it is relevant and 
accurate.  
 
Because there were large chances that during the course of the project to find 
“more problems” attached to our assumption, we saw that ad hoc social science 
theory to be best suited for our research paper, and also, these unknown 
problems can be considered blind spots or weaknesses for our research. 
(P.B.Olsen & K.Pedersen 2008:145) 
 
Because we look through the glasses of interpretative philosophy of science, 
this can be seen as a weakness. There can be a discrepancy between the 
explanation given by us as interpreting the actor‟s actions and his real motives.  
 
 
Quality Assessment 
As mentioned by Olsen & Pedersen (P.B.Olsen & K.Pedersen, 2008:193), in 
order to state that a research paper has credibility and it is able to convince 
others that it does not lack solidity, its scientific quality has to be assessed.  
 
Considering this, in the following section of our paper, we will look over what 
the findings (results) of our paper could be useful for, whether the data used for 
our research is relevant enough and whether it was collected in such a way that 
it leads to adequate, reliable, sound results that answer our research questions 
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(we also include opinion on the areas where we see the project as weak, as well 
as on its strengths that we identify).  
 
Because the validity is considered  the most important quality category 
(P.B.Olsen & K.Pedersen, 2008:196), we try to give an answer to the question 
“what effects has the restructuring of BCR, by firing 1,500 old employees and 
hiring 400 new employees, on working environment?”, using technical, 
internal, and external validity.  
 
Technical validity is present here by using more than one source of 
documentation throughout the content of the paper. These documents include 
several scientific articles for the theory of restructuring and changes at the 
level of HRM. 
 
The selection of people engaged in the situation (represented by employees of 
the bank) is appropriate because they were involved directly in this 
phenomenon of restructuring. This we consider part of the internal validity, 
being of use in the data analysis part of the paper. We believe that these give a 
credible account of the situation of the bank.  
 
In our research paper, we see that external validity (or transferability, as it is 
more often referred to in regards to qualitative research), which is seen as “the 
extent to which the findings from one study can be used as a guide to what 
might occur in another situation” (Kvale 1996, in Mik-Meyer & Justesen 42-
43), is mostly limited to the banking sector, if not to even a more narrow 
situation: that of the specific bank we chose to describe, considering the data 
collected is mostly from that specific organization, in  its specific context and 
culture.  
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Regarding the reliability of answer, we look at the data used in the analysis and 
determine whether it is precise and well described so that it will give the result 
a high degree of reliability (P.B.Olsen & K.Pedersen, 2008:196) that is also 
referred to as trustworthiness in qualitative research context. The data that we 
compile will be mainly from interviews and questionnaires completed by 
employees of the target bank.  
 
The interviews contain the same questions to all employees so data will be 
consistent. We will look into data from newspaper articles and information 
disclosed by the bank from their statements (bank‟s website) so as to have 
information and understanding of the situation from different points of view. 
Also, information from scientific articles used as theoretical base is used to 
have a better understanding and in-depth knowledge on the concepts of 
restructuring and changes in HRM.  
 
From an ethical perspective regarding the research process and because we are 
concerned about those that provide information, we prefer not to disclose the 
names of any participants, the information they give will be anonymous, and 
the participants will be fully informed of the scope of the interviews. 
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Theoretical part 
 
 
Restructuring  
 
A company that would be considered in need of restructuring, as López Lubián 
(2014) identifies it, is one that finds itself in a situation of economic and/or 
financial distress; in other words, from a financial point of view, when the cash 
flow is not sufficient to cover the debt payments that are due (and it is a 
permanent situation, when shareholders are not able to cover this imbalance as 
would be the case of a temporary situation). 
 
The process of restructuring a company involves introducing a series of 
changes so as to make the company viable and profitable, and it does not 
necessarily have to involve only the refinancing of it (López Lubián 2014).  
 
As considered in by Pomerleano and Shaw (2005), the term of restructuring 
refers to a number of processes that the authors describe as related to it: first 
they mention recognizing and allocating financial losses, then restructuring the 
financial claims of financial institutions and corporations, and a third processes 
they mention is restructuring the operations of financial institutions and 
corporations. Further the authors describe these before-mentioned processes 
related to restructuring.  
 
In their view, the recognition or resolution involves the allocation of those 
existing losses and associated redistribution of wealth and control. They 
mention that losses are those differences that exist between the assets‟ market 
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value of corporations or financial institutions and the nominal values of their 
liabilities. These loses can be allocated in several forms, according to the party 
to which they are allocated to: by dilution (when allocated to shareholders), by 
reduction (to depositors and external creditors, in regards to their claims), by 
payment of lower wages and prices (when allocated to employees and 
suppliers), and, lastly, through higher taxes, expenditure cuts, or inflation 
(when allocated towards the government, or in other words, the general 
public).  
 
Pomerleano and Shaw (2005) mention several forms that can be considered as 
financial restructuring of a corporation: rescheduling (extension of maturities), 
lower interest rates, debt-for-equity swaps, debt forgiveness, indexing of 
interest payments to earnings, and many more. The authors see as the main 
goals of such a financial restructuring the separation and appropriately 
treatment of viable and nonviable firms and also the creation of the right 
incentives for operational restructuring. But this process of restructuring 
besides cutting the cost (which is a seen as the effect on the long-term and the 
organization will benefit in the future from it), for the moment of 
implementing the process of restructuration, the corporation deals with 
increasing expenses due to the need of financial and human resources, as well 
as time. 
 
The operational restructuring is seen as a process that is still ongoing. It 
includes improvements in efficiency and management, reductions in staff and 
wages (which is why we believe this type of restructuring is more related to 
our case), sales of certain assets (for which an example would be reduction in 
subsidiaries), marketing efforts being enhanced, and so on.  Higher 
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profitability and cash flow are mentioned here as exceptions (Pomerleano and 
Shaw 2005). 
 
As we mentioned previously, operating restructuring would be of more interest 
in relation to our specific case with BCR and their restructuring process, as we 
focus on the employees. In the view of López Lubián (2014), operating 
restructuring focuses on generating new cash flows (that are permanent) from 
operations and it will set its goals on implementing new policies and 
management decisions. It‟s main and first concern should be the concern on 
minimizing the current assets of the company and so, only financing those 
activities/resources that are absolutely necessary. The author stresses that the 
purpose is to find a sustainable (permanent) effect/solution; restructuring is not 
looking for a short term solution.  
 
Considering the accelerated pace of a globalized economy and the major 
influences both negative crisis and progress (e.g. in technology), Blatz, Kraus, 
and Haghani (2006) consider that in order to be able to keep up with their 
rivals and also increase the productivity, a business must be capable of 
efficiently managing both its processes and structure.  
 
The management and the focus of restructuring measures are also believed to 
have change in more recent years. Previously, a main objective was the 
implementation of such solutions that would lead to improvements in the 
operational side of the business, and, in the end, to reduce (or cut) costs 
(ultimately considered an operational restructuring).  What has changed, 
mostly, is another financial dimension that has been considered in the 
restructuring process, a more growth-oriented financial restructuring (Blatz, 
Kraus, and Haghani 2006).  
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As seen by most authors, restructuring is a complex process, set into motion by 
different strategies and situations. One such strategies of the restructuring 
process, that we tale into consideration regarding our case and project, is 
downsizing. Considering the past three decades, we can see that downsizing 
has been present in basically all industries and sectors of the economy and it 
has left its marks on business, governments, and individuals around the world 
(Cascio, 2010; Gandolfi, 2008).  
 
 
Downsizing 
 
Downsizing is seen as a strategy of restructuring that enables an organization 
to deliberately use policies that result in permanent reduction in personnel to 
improve efficiency and effectiveness (Budros A, 1999).  
 
Employment downsizing is put into a simple definition as the elimination of 
positions or jobs in a planed manner, and is considered to be defining for 
organizations nowadays (Cooper et al., 2012).  
 
Some more complete definitions are also offered through literature: “a set of 
activities undertaken on the part of the management of an organization and 
designed to improve organizational efficiency, productivity, and/or 
competitiveness” (Cameron, 1994, p. 192); and “a planned set of 
organizational policies and practices aimed at workforce reduction with the 
goal of improving firm performance” (Datta et al., 2010, p. 282).  
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Downsizing is viewed as a broad term that refers to such reductions in a firm‟s 
financial, physical, human, informational assets and their use. Viewed in such 
a broad way, downsizing could be seen as a complete strategic change of the 
organization‟s design, work processes, culture, values, mission, and so on  
(Kets de Vries and Balazs, 1997).  
 
The authors make a note that downsizing and “organizational restructuring” 
are sometimes used as synonyms, however there are important differences 
between these terms. The main different they point out is that organizational 
restructuring, considering it concerns planned changes in operations and 
command, does not necessarily have as an outcome a smaller workforce. 
Downsizing, however, always has this result as it refers specifically to 
reducing the human assets of a company. Such reduction of workforce can be 
done through: attrition, early retirements, voluntary severance agreements, or 
layoffs (Cascio, 2010). 
 
Broadly speaking, there are two main causes for employment downsizing 
identified in the related literature: external (focused on macro-environmental 
factors, specific to industry or institution) and internal (focused on 
organizational factors: performance, strategy) (see fig. 1). (Cooper et al., 2012)  
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Figure 1. Causes of employment downsizing 
Source: Cary L. Cooper, Alankrita Pandey, James Campbell Quick (2012): 
Downsizing - Is Less Still More?, Cambridge University Press, pp. 66 
 
In respect to our case of BCR and its restructuring process, we have a larger 
focus on the internal causes of employment downsizing, mostly those causes 
that come from the Human Resources department as strategy of organizational 
restructuring. A key assumption that is at the base of the research in this field 
is that employee downsizing has as a main objective the utilization of human 
resources in a more efficient manner (Cooper et al., 2012).  
 
As we also look into in this paper, downsizing in an organization is considered 
by a number of authors to have effects not only on those employees that were 
let go, but also on the one remaining within the organization, the ones that may 
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come later. The organization as a whole can suffer and encounter difficulties 
regarding these effects on employees if management is not attentive to these 
aspects of organizational change (Datta et al. 2010).  
 
Downsizing can be seen as a consequence of pressures at o global level related 
to competitiveness, certain technological enhancements, and a demanding 
market that is oriented towards the consumers and customers (Freeman, 1999). 
As a result, many corporations consider that in order to stay in business they 
would require a downsizing strategy. Thus, the possibility of redundancy is a 
continuous weight on employees and watching colleagues having to leave their 
jobs has actually become incorporated in the working experience of any 
employee (Cooper et al., 2012). 
 
The laid-off employee – the so-called “victim” – has been the subject of a 
number of studies over a long period of time. The ones that leave 
(involuntarily) the organizations are more often than not offered a series of 
compensations, personal counseling even, and other monetary incentives 
(Cooper et al., 2012).  
 
Ans Cooper et al. (2012) point out, little attention has been given to the effects 
of restructuring and downsizing on those “survivors” that remain within the 
organization, but they are the ones that   determine whether the outcomes of 
the changes in the organizations are positive or negative, they either facilitate 
these implementations in a successful way or they are in a way, an 
impediment.  
 
Management, as seen by Cooper et al (2012), gives little importance in the 
context of downsizing and reorganization of the corporation to these remaining 
29 
 
employees. They simply chose to assume that just the fact of not being the 
ones in the unfavorable situation of being let go is somewhat of a relief to the 
survivors and this eliminates negative feelings they might have regarding the 
outcomes of downsizing as well as the process itself.  
 
Literature found that downsizing actually impacts the survivors in a more 
negative way than these managers believe. There are a series of reaction of 
survivors that are considered and studied throughout literature. These may 
include anger, insecurity, a perception of unfairness, mistrust, depression, guilt, 
reduced motivation, as well as low levels of morale, commitment, and 
psychological attachment to the organization (Cooper et al. 2012).  
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Job satisfaction. Motivation. Job performance 
 
 
Wiley, Brooks & House (2003) found in their studies that organizational 
restructurings are becoming more and more common, resulting in the layoff of 
large numbers of employees. The results of restructuring at the level of the 
company have implications in the changing of the nature of the employment 
relationship: workers cannot count anymore on the security of long-term 
employment, leading to instability and inefficiency at the level of the 
workforce. 
 
According to Jason Silberman (2009), a higher chance of meeting the 
company‟s goals is achieved when the following factors are met: 
-there is a proper resource management; 
-the work environment is a cooperative one; 
-all employees are directed by their objectives; 
-and goals can be reached if cooperation and coordination are fulfilled at once 
through motivation. 
 
To ensure organizational effectiveness, organizations must take into account a 
variety of conditions at the individual, group, and system levels. Researchers  
(Jomes & Jee, 2001:181) have begun to identify some variables that direct us 
to forms of organizational design that seem to lead to more efficient and 
effective outcomes, to more employees satisfaction, and positive work-place 
climates. 
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The first variable which has to be taken into consideration for efficient and 
effective outcome is the environment. What happens outside the boundaries of 
the company? Is the environment stable or unstable? (Jomes & Jee, 2001) 
What happens outside an organization has important implications for what 
happens inside. For example, in a time of an economic crisis, every 
organization has to deal with financial problems which lead to changes in the 
organization, and even if the environment is stable or not, the way in which the 
company take actions can track the organization on a stable path or not.  
 
Environment affects the overall design of the organization. According to 
Morrison & Wilson (1997), the environment comprises three components: 
market (including customers), industry (the competitive institutions), and 
macro-environment (social, technological, economic, and other factors that 
affect the organization) which plays the most important role within the 
environment. When environments are stable, sequential interdependencies can 
be more firmly established, but when environments are turbulent and 
uncertain, decentralized systems are more appropriate, and need special 
attention. 
 
The second variable is represented by the goals of an organization (Bedeian, 
1980). There are many advantages to establish organizational goals: they 
identify what the organization signifies for organizational members, guide 
employee efforts, justify a company‟s activities and existence, help to build the 
organization‟s public image and reputation, and define performance standards. 
They set both targets and limitations for the way that the organization is 
designed.  
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Culture, is another variable which suggest that it is essentially the emotional 
“feel” of the organization. Culture (Hofstede G., Hofstede J. & Minkov, 
2010:5) is based on shared beliefs, attitudes, customs, which is shown in the 
ways the organization conducts its business, treats its employees, customers 
and the wider community, the freedom in decision making, personal 
expression and developing new ideas, and how committed employees are 
towards collective objectives. If there is a high degree of trust among 
organizational members, then, there is less need for direct supervision. This is 
translated into an organizational design that is quite different from an 
organization characterized by distrust (Jomes & Jee, 2001), and which affects 
the organization‟s productivity and performance. 
 
An organization which goes through different changes like downsizing, 
restructuring, economic crisis and other changes in its environment, in order to 
obtain performance at the level of the organization it is necessary to look 
towards the link between employees and the organization.  
The variables described before contributes to the organizational effectiveness, 
and the measure of the effectiveness of an organization is indicated by job 
satisfaction among employees.  
 
What is job satisfaction?  
 
Job satisfaction is how people feel about their jobs and different aspects of 
their jobs, or in other words, it is the extent to which people like (are satisfied) 
or dislike (are dissatisfied) their jobs. In other order of ideas, job satisfaction is 
whether or not job met the employee‟s physical and psychological needs. 
(Spector, 1997:2) The high level of employee job satisfaction contributes to 
low employee turnover and the company‟s reputation. (Spector, 1997:1) 
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Going deeper, the research (Spector, 1997: 2, Hiriyappa, 2009:7) has shown 
that individuals express job satisfaction when their interests and needs are 
matched with their work. Thus, high job satisfaction leads to better  
Figure 2. Relationship between stress and job performance 
Source: Matt Krouse, Relationship between stress and job performance, 
consulted on https://www.studyblue.com/#flashcard/view/14128280 
 
performance, and individuals who are poorly satisfied with their work 
environment may feel overwhelmed by their workload and experience 
increased stress (see fig. 2). 
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According to Kahn et al. (1964), individuals experience role overload when 
they become overwhelmed by their work demands and feel as if they do not 
have the resources to deal with them. It can be also defined as having too many 
expectations with limited time and resources.  
 
A study by Cartwright (1997:185) shows that the effects of role overload (the 
opposite of job satisfaction) and psychological strain on an organization‟s 
employees can be very damaging to the company. The psychological strain led 
higher rates of absenteeism, lower rates of productivity and turnover. Mansell, 
Brough & Cole (2006) have been associated workplace stressors, such as role 
overload, with decreased job satisfaction. 
 
Role overload is a leading stressor for organizations today. Studies show that 
stress leads to numerous negative work outcomes, such as exhaustion (Jackson, 
Turner, & Brief, 1987), lower organizational commitment, higher turnover 
(Motowidlo, Packard & Manning, 1986:619), and increased health problems.  
 
 
 
 
Does satisfaction influence performance? 
 
Job satisfaction has influence on performance. When multiple task 
requirements overlap, they can exceed the employee‟s capabilities to 
accomplish in a timely manner (Kahn et al., 1964). The occurrence of this can 
have severe consequences for an organization: by a reduction of job 
satisfaction, there is a reduction of the productivity and effectiveness, of even 
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high-performing employees.  Hence, the performance of the organization goes 
down. 
 
Motowildo et al. (1986) stated that high levels of stressors have also been 
found to be associated with lower job performance or physiological problems; 
Gilboa et al. (2008) found a negative relationship between role overload and 
job performance, or turnover, and Jones et al. (2007) suggest that the 
inconsistencies between role overload and different dimensions of job 
performance can also be due to individual employee‟s level of work 
experience: the more experienced employees are able to cope more effectively 
with high levels of role overload.  
 
One construct that has been clearly related to job performance is employee 
satisfaction (LePine et al., 2005). Numerous studies have found that 
monotonous work combined with low role overload has been associated with 
low job satisfaction. In Chou‟s (2007:67) dissertation on the effects of job 
satisfaction, Chou found that job satisfaction was negatively correlated with 
role overload. Thus, the psychological health, leisure satisfaction, job 
satisfaction and role overload (see fig.3) are negatively correlated with job 
satisfaction, as well as with job performance.  
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Figure 3. A model of the relationship between work stress and job insecurity 
with workplace safety compliance, job satisfaction and commitment 
Source: Masia, U. & Pienaar J., Unravelling safety compliance in the mining 
industry: examining the role of work stress, job insecurity, satisfaction and 
commitment as antecedents (2011), SA Journal of Industrial Psychology, Vol 
37, no 1 
 
During the investigation on the relationships between work stress, insecurity (a 
type of stress mainly related to doubts about employment) and safety 
compliance, the researchers found a strong and direct relationship between 
stress and insecurity. (Masia, 2010) Both stress and insecurity have inverse 
relationships with safety compliance, indicating that higher levels of stress and 
insecurity affect safety compliance negatively.  
 
Insecure and unhealthy employment that still yields an income may easily 
overcome personal satisfaction, loyalty to the employer, and a decrease in 
productivity. 
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The findings show that job satisfaction is the best predictor of safety 
compliance suggesting that employees, who are satisfied with their jobs, are 
more likely to be safety compliant. Hence, an increase in job satisfaction may 
bring an increase in safety compliance. (Masia, 2010) 
 
 
Why is employee motivation so important? 
 
Motivation is highly important for every company due to the benefits that it is 
able to bring. According to Silberman (2009) such benefits include: 
 
-Meeting personal goals. This help employees stay motivated and feel about 
themselves to continue to produce. When workers meet some initial goals, they 
realize the clear link between effort and results, which will further motivate 
them to continue at a high level. 
 
-Greater employee satisfaction; is a factor which can lead towards progress or 
regress. In the absence of motivation and encourages, employees will not feel 
ready to fulfill their objectives. Hence, managers should seek to empower them 
through promotion and opportunities in order to keep the employees satisfied. 
 
-Raising employee efficiency. An employee‟s efficiency level is not strictly 
related to his abilities and qualifications, but in order to get the very best 
results, an employee needs to have a perfect balance between ability and 
willingness. Such balance can lead further to an increase of productivity, lower 
operational costs, and an overall improvement in efficiency. Hence, employee 
efficiency can be achieved only through motivation. 
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-Better team harmony. This expresses a proper work environment which is 
focused on cooperative relationship, and highly important for an organization 
success. Is not bringing only stability and profits, but employees will also 
adapt more easily to changes (another company‟s benefit). 
 
-Workforce stability. From a business point of view, stability of personnel is 
highly important; because the staff will stay loyal within the enterprise only if 
they meet a sense of participation within the management side. The abilities 
and capacities of staff can be used in their own advantage, but also in the 
benefit of the company. This leads to an honest public image within the 
market, and attraction of competent and qualified individuals into the business.  
 
Definition of motivation 
It is important to point out that motivation is an interior feeling which should 
target both the manager and the team members, as they interact and influence 
each other (Lauby, 2005). The manager should be aware about the needs, 
wishes and desires of employees, by formulating are frequently updating 
motivation strategies. In order to inspire the personnel, there is a need of an 
environment that exudes positive energy, and to ensure that all workers feel 
they are an integral contributor to the overall team success.  
 
Another important fact for the managers is to keep the workplace doors open 
and approachable with the employees, by trying to be encouraging and 
constant with the personnel. The positive of the surroundings, along with the 
empowering and greater employees‟ productivity are the basic elements that 
will get a business to the top. This is why employee motivation is so important 
(Lauby, 2005). 
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How to motivate people? 
 
Motivation is composed by internal and external factors that stimulate desire 
and energy in people to be continually interested and committed to a job and to 
make an effort to attain a goal. (Bruce, 2011) Motivation plays an important 
role in a company when it comes to performance, because motivation results in 
higher productivity, increased revenues, cost saving and satisfied customers, 
employees, as well as the owners of the business. 
 
In order to motivate the employees, it is important to set challenging specific 
goals, provide feedback in relation to goals and watching them flow-providing 
purpose, gain long lasting goal commitment, provide resources to complete the 
goal, provide them with opportunities for exercising self-efficacy, provide 
influence by enriching and empowering their positions, and paying them 
money. (Bruce, 2011) Others would put money before other challenges, but 
money does not work all the time; they work when performance is easy to 
define and employees have direct influence on it,  when a job is low in 
complexity and the relationship between performance and success is evident. 
(Nelson, 2012:4)  
 
Below there is a figure (see fig. 4) in which are described ways in which 
employees can be motivated. These „steps‟ are a result of years of searching 
and are more detailed than the previously mentioned. 
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Figure 4. How to motivate employees 
Note: Authors own representation, and the text was inspired from Bob Nelson, 
1001 Ways to reward your employees (2005), Workman Publishing, New 
York 
 
These steps can help an organization to identify their position and where they 
are deficient. When the management get to the root of the problem it is 
important to try to make changes; to try to find ways around the problem in 
order to be fixed. It is also important for employees to see that the management 
knows about „the problem‟ and their intention on improving their work 
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environment. Not everybody can be pleased but in the end the management 
will gain their respect, and the employees will be motivated to continue their 
job.  
  
Behrooz Abdi, the CEO of InvenSense, in an interview for Forbes he said that 
“communicating the vision, empowering the team to execute to the vision, 
celebrating their wins, and communicating more” is the best way to motivate 
your people. Besides social persuasion (talking to people to motivate them- 
that they are up to their job), it is also important social modeling and building a 
good environment- free of distress and tension. Hence, self-efficacy is built. 
 
Theory, according to Stam (2007) is defined as a methodical classification of 
knowledge in order for a problem solving. Lso, it was stated that theory is a set 
of details about a specific topic and is a tool used to explain, predict, and 
understand a particular subject.  
 
Theory is used to explain a certain phenomena in a particular setting and that‟s 
why the relationship between practice and theory is reciprocal. The practice 
cannot position itself without theoretical questions guiding the research. 
Without theory data may be collected, but without any sure way of explaining 
the different phenomena observed. Hence, our paper has as a starting point the 
theory of downsizing, restructuring, job satisfaction and motivation in relation 
with data collected from BCR which constitutes our study case.  
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 Study case and analysis 
 
 
 
How did the financial crisis affect the banking sector? 
 
Most history books cite at least ten distinct bank panics in the 1800s alone, and 
bank crises in 1907, 1929, and 2007-2009 which had significant impacts on the 
global economy. Most banking crises are quite similar: banks make risky 
lending decisions during economic expansions and fail to control their 
activities before a turn in the economy. For example, some businesses struggle 
during the downturn and fail to repay their loans, banks collapse and then 
depositors run to get their money out before their bank collapses. Hence, 
economy continues to worsen, more loans go bad and more banks go bust. 
 
The depression from 2007-2008 was quite possibly the greatest of all bank 
crises. When the economy began to slow, many banks started feeling insecure 
in the eyes of the customers and panic was triggered between financial 
institutions, who forced them to take action.  Because the assets could no 
longer support the debt, they started to sell those assets quickly and at 
distressed prices, implementing restructuring plans for reducing the number of 
employees, as well as of the costs to the fees.  
 
Consequently, the crisis has deeply influenced the Romanian economy too. 
(Imola Driga, 2013:34) The Romanian economy has been affected by the 
global crisis, after a period of strong economic performance; a period in which 
the banking activity had reached an extensive development of bank networks, 
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an increase in the levels of loans as well as in the number of employees in the 
banking sector, a wider range of bank products and services. (Bogdan Capraru, 
2007:215) 
 
At the beginning, in 2009 and 2010, the banking sector was less affected by the 
financial crisis. If we take a look at the total CEE (Central and Eastern Europe) 
banking assets, we can see a general positive trend and increased in value by 
around 2%. Romania was the 4th biggest banking market in Central and 
Eastern Europe, continuing the banking activities in 2011 as well, in a 
moderate way, as reflected by the evolution on total net banking assets. 
(Ensight, 2012:3) Starting with 2011, the banking system began to experience 
the effects of the financial crisis. These effects, of the instable financial market, 
seemed to transmit panic to people, which culminated in the disorderly 
collapse of prices and exchange rates (Imola, 2013:34).  
 
Total banking loans were losing ground, and the credit quality for many banks 
was getting worse by a continue ascending of non-performing loans. The 
overall banking system‟s profitability was heavily affected and reached 
significant negative territory. Thus, the continuing economic decline has led 
the banks to a reduction of the number of branches, as well as, the decline in 
the number of employees. (Ensight, 2012:24) 
 
The whole bank sector was dealing with a bad financial performance; 
inclusively the first two Romanian largest banks, BCR (Romanian Commercial 
Bank controlled by Austria‟s Erste Group) and BRD (France's Societe 
Generale) lost market share by assets in 2012 of 1.53 points, respectively 0.49 
points. This economic collapse affected also other banks such as Raiffeisen 
Bank, Volksbank, Alpha, Bancpost. 
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Restructuring process of BCR  
 
Certainly, most organizations would prefer to avoid restructurings altogether. 
In this chapter, we propose to see the circumstances in which a restructuring 
may help the efforts of an organization to provide a positive environment, and 
which the negative effects are as well. During times of stability, is easy to find 
or create a positive working environment, but during periods of financial crisis 
think take a different turn.   
 
Weaknesses in financial and corporate sector were at the heart of the 
Romanian Commercial Bank‟s restructuration. Romanian Commercial Bank 
(BCR) was established in 1990, taking over the commercial banking operations 
of the National Bank of Romania, and from 2006 on, BCR became a member 
of Erste Group. BCR offers a full range of financial products and services: 
retail, corporate and investment banking, treasury, capital markets, and 
covering companies working on the leasing market, private pensions and 
housing banks, standing for the most important financial group in Romania. 
BCR ranked number one bank in Romania in terms of assets, deposits, loans, 
cards and banking transactions, as well as, in terms of client base and trust rate, 
savings and crediting. (BCR, 2015)  
 
Even if BCR was ranked as number one bank in the Romanian banking system 
based on market share hold in terms of assets, it reported an unexpected loss in 
early 2012. The highest values registered by BCR were achieved in 2008, and 
starting with 2009, the bank started to lose ground. (see fig. 5). At the end of 
2011 the bank registered a positive result, but the profit was small, only 70.9 
million lei compared to its rival BRD in the same period (498,48 million lei). 
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BCR‟s profitability was considerably affected in 2012, the bank registered a 
loss of -470.1 million lei in June 2012. (Imola, 2013:42) 
 
 
Figure 5. The evolution of BCR‟s net and gross profit for the period 2008-
2012 
Source: Figure processed and based on data from BCR‟s financial reports 
2008-2012 
 
Starting with 2011, BCR was in a very difficult economic context. Operating 
income declined by 8.7% compared with 2010, due to a decrease in interest 
rates and low loan demand. In the same time, operating expenses maintained 
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almost flat (increased by 1.4%). BCR‟s operating profit at the end of 
December 2011 declined down by 14.6%, mainly on a drop in operating 
income and maintaining the operating expenses constant (BCR, 2011). 
 
The financial results of the year 2012 compared with 2011 show a continuing 
fall of the bank. Operating profit went down by 3.3%, operating income 
dropped by 2.2% as a result of the decrease in interest rates, and operating 
expenses maintained almost flat (0.8%). (BCR, 2012) 
 
The operating profit was in a continue falling after 2010. This fact led to an 
immediate priority to stabilize the financial system. Tomas Spurny, BCR‟s 
CEO, found that the only recovery plan for stabilizing the financial results of 
the bank is developing and implementing a restructuring plan. BCR's recovery 
plan was designed for a period of 12-18 months, starting from 2012, during 
which 64 retail units will be closed, and furthermore, a plan for reducing of 
costs and fees. This plan of reducing (Ionescu, 2013) the costs is implemented 
by reducing staff costs, achieved by reducing the number of employees. (see 
Fig. 6) 
 
Tomas Spurny announced that a total of 1,700 employees will be laid-off by 
the end of summer 2014, representing 17.5% of total employment to 
implement the new economic model. (Ionescu, 2013) In a conference, Dana 
Demetrian, a retail director of BCR, said in a media interview that a part of the 
free positions after restructuration will be occupied by other 400-500 new 
employees on part-time positions. Thus, BCR estimated a stronger business 
recovery starting with 2014. But later we will see that some plans are different 
as outcomes.  
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Figure 6. BCR‟s number of employees for the period 2008-2014 
Source: Authors‟ own representation, based on data from BCR‟s financial 
reports 2008-2014 
 
BCR achieved a challenging job in 2013 returning to breakeven point after 
dealing with bold decisions, regarding costs, strategy and organization, aimed 
at consolidating the fundamentals of BCR as the leading bank in Romania. 
After a huge loss of 1.2 billion lei (276 million EUR) in 2012, BCR managed 
to reach a profit of 591 million (133 million EUR) in 2013, higher than the 
entire Romanian banking system (111 million), after implementing the rapid 
plan of restructuring, resulting in closing over 60 bank units and reducing the 
personnel with  1,000 only in one year. BCR has chosen to restructure the staff 
to make savings, given that the bank has proposed to finish the year on profit. 
After nine months, the bank had a profit of 127 million EUR. (BCR, 2014) 
 
0.00
2000.00
4000.00
6000.00
8000.00
10000.00
12000.00
2008 2009 2010 2011 2012 2013 2014
Number of employees
48 
 
These changes implied more costs, in particular with the laid-offs of more than 
1,500 employees and hiring other 400-500 new employees. Budros (1999) 
stated that downsizing is seen as a strategy of restructuring that enables an 
organization to deliberately use policies that result in reduction of personnel to 
improve efficiency and effectiveness.  
 
According to R.M, a former employee with whom we had an interview, these 
employees who left the bank received redundancy payments depending on the 
number of years worked: “Most employees who were fired were employees of 
the bank for more than 20-25 years who received about 13 redundancy 
payments.  If we calculate those 13 redundancy payments multiplied by the 
number of employees who left the bank, we get huge numbers.”  
 
Unfortunately, we cannot obtain these numbers because salaries are 
confidential, but if we look on the bank‟s financial statements we can see that 
the expenses with personnel and other operating expenses, such as salaries, 
redundancy payments, interviews, trainings and other expenses with hiring 
new ones, increase instead of decreasing. 
 
BCR‟s operating profit at the end of December 2014 is with 19.3% lower than 
the previous year, driven by weaker operating income and partly compensated 
by lower costs. Operating income decreased by 15.3%, and operating expenses 
went down by 9.4%. Over the last three years, BCR achieved a cumulated 
reduction of about 21.0% (see fig. 7) in its cost base in comparison with 
expense levels before launching the restructuring plan. (BCR, 2015) Even if 
the costs are decreasing, operating income is decreasing as well, meaning that 
the bank‟s profit is not going up.  
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Figure 7. BCR‟s operating income and operating expenses for the period 
2012-2014 
Source: Authors‟ own representation, based on data from BCR‟s financial 
reports 2012-2014 
 
Tomas Spurny, the former BCR‟s CEO declared in the financial statements at 
the end of 2013, that their main priority in 2014 is healthy business growth, 
with a special focus on becoming more efficient and customer-centered. “We 
are determined to work towards reaching our goals, providing secure, 
sustainable and transparent financial intermediation to our customers and 
further reinforcing their trust in our franchise.” (Spurny, 2013)  
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He made such a declaration when he saw the struggle of the organization, 
because first of all downsizing is viewed as a broad term that refers to such 
reductions in a firm‟s financial, physical, human, informational assets and their 
use, and secondly because hiring of new personnel implies costs and 
accommodating to the work environment. (Lubián, 2014) Viewed in such a 
broad way, downsizing and restructuring of BCR could be seen as a complete 
strategic change of the organization‟s design, work processes, culture, values, 
mission, and so on. 
 
López Lubián (2014) identifies as a company in need of restructuring is one 
that finds itself in a situation of economic and/or financial distress; in other 
words, when its cash flow is not sufficient to cover the debt payments that are 
due (and it is a permanent situation, when shareholders are not able to cover 
this imbalance as would be the case of a temporary situation).  
 
The process of restructuring a company involves introducing changes so as to 
make the company viable and profitable. That‟s what BCR tried to do: in 
nearly three years, layoffs of one third of the employees of the bank (from 
9245.00 to 7054.00), closed branches (from almost 700 to 500), isolated bad 
loans in special division, changed a lot of packages of products and services, 
and pushed the bank to retail for a quick recover. 
 
As we mentioned earlier, even if the costs are decreasing, operating income is 
decreasing as well, meaning that the bank‟s profit is increasing at a very low 
rate after 2012, when the restructuring plan was implemented. One of the 
outcomes of restructuring process is stress, discomfort and insecurity among 
employees. These outcomes affect job performance; hence, profits cannot 
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increase as long as the “engine” of the organization is not functioning well. In 
the next subchapter we will set out to see the relationship between job 
satisfaction and job performance on bank‟s employees, how job stress has 
impact on job performance, and what are the other effects of restructuring 
process that contribute on changes in working environment and on job 
satisfaction for the employees.  
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Job satisfaction. Motivation. Performance 
 
During the process of restructuring of BCR, a large number of employees with 
experience within the bank, which had been working there for years, were laid 
off. This, of course, implies emotional effects on them, but what we are more 
concerned to look into further are what these changes to the structure of 
employees have had on the ones remaining in the organization, as well as the 
organization and the environment in which the staff was left to continue their 
work activities.  
 
Job satisfaction 
 
As we mentioned in our previous theoretical section, on organization should 
always be aware of the link that exists between its overall effectiveness and the 
level of satisfaction among the employees. This satisfaction that employees 
feel in relation to their job is what measures the organization‟s effectiveness.  
 
In the interviews, the employees were asked to rate on a scale from 1 to 5, with 
1 being the least satisfied and 5 being the most satisfied, how satisfying they 
found their jobs at BCR. The average score was 3, most subjects finding the 
changes brought on by the restructuring to be the cause of their low score. 
These include a stressed work environment and increased responsibilities:  
“I think I positioned myself on 3. Not very satisfied about the job.”,  
”I fell that I am 4. Not very satisfied, but good with my job.”,  
“Not very satisfied about the job: 3.”, “I’d choose 3.” 
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As stated by Spector and Hiriyappa, (Spector, 1997: 2, Hiriyappa, 2009:7) 
individuals express job satisfaction when their interests and needs are matched 
with their work. Thus, high job satisfaction leads to better performance, and 
individuals who are poorly satisfied with their work environment may feel 
overwhelmed by their workload and experience increased stress. According to 
Spector and Hiriyappa, BCR is dealing with poorly satisfied employees within 
their work environment, which leads to a lower performance. 
 
In the opposite direction of job satisfaction we find role overload which was 
mentioned and described in a previous section. We relate employees to this 
term when they feel overwhelmed by what their work is demanding having 
limited time and resources (Kahn et al. 1964). As our interviews show, the 
employees of BCR were in this situation. When they were asked if these 
changes affected them in a way or another, some of them recognized that they 
are working more than before: “Yes, everybody was affected: more work to do, 
less staff and unprepared personnel.”, “We are spending more time at the 
bank  now.”. 
 
The interviews taken with both former and current employees of BCR show 
that after the process of restructuring, the changes produced had negative 
impacts on the satisfaction levels of the employees. The subjects identified a 
number of common factors that they had found disruptive and displeasing in 
regards to their overall work environment and the measure of how satisfying 
they find their jobs.  
 
As described in the theoretical part of the paper, job satisfaction contributes to 
the reputation of the company: satisfied employees that take pride in their work 
that is done well make up a good image for any organizational (Spector, 1997). 
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In other words, clients judge and label the company according to to the quality 
of the services they were offered by the employees. Considering the case of 
BCR and their clients, the clients‟ general dissatisfaction and their 
dissatisfaction with less experienced employees that were only there for short 
periods was mentioned:  
“Less personnel, increased work-load, unsatisfied customers.”,  
“It was our clients that felt a big impact: seeing different employees in a short 
period of time, sometimes inspiring uncertainty.”. 
 
Seeing employees that were not entirely prepared for their tasks or lacking 
certain skills can give a client the perception of an uncertain organizational 
reputation also suffers. Our interviews showed that this was also valid in the 
Case of BCR as it was losing its trustworthy image in the face of their clients. 
 
All subjects of the interviews responded positive when asked whether they 
found their attributions to have increased after the restructuring of the bank. 
The general and mostly common complaints were that these changes brought 
more work for each individual and this resulted in the need for overtime work 
that was not paid. Two of the interviewed employees mentioned that the 
amount of overtime work they had to face was one of the deciding factors of 
their resignation from BCR. From this we can say that the retention rate is also 
declining, considering that employees are leaving on their own due to internal 
factors. This also means that the employees of BCR are also less inclined to be 
committed to the organization. 
 
Related to role overload, as shown by Jackson, Turner, & Brief (1987), is 
exhaustion as a negative outcome. The interview with one employee showed 
that the increased attributions lead to a higher degree of exhaustion from 
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having to adjust and cope with these changes: “I did my best, but I was going 
home tired every day.” 
 
Some researchers suggest that those workers that have more experience within 
the organization would be able to cope in a more efficient way with role 
overload and its negative outcomes (Jones, 2007). The most experienced 
employee we interviewed worked for BCR for 13 years and, when asked how 
he had dealt with the changes and increased workload, he answered:  
“Not easy. With a lot of work and dedication.”.  
However, another experienced employee that had been with the bank for years 
found it easier to adapt to the conditions:  
“With a short period of adaptation, pretty well.”.  
 
As mentioned before, in the view of Spector (1997), job satisfaction reflects 
how people feel in regards to different aspects of their jobs, or to put in other 
terms, job satisfaction shows whether or not even the psychological needs and 
interests of the employees are met by their jobs or work positions.  
  
When referring to the case of the employees of BCR, the interviews showed 
that certain psychological needs were neglected. The new employees we 
discussed with found that, after the downsizing took place and they were hired, 
there was a certain lack of trust among those survivor employees which led to 
some strained relationships among co-workers and they felt this also created a 
work environment that was stressful.  
“Because of a stressed work environment, and […]” 
“I felt a very unsecured work environment, and was hard for me to integrate 
because the old employees lost their friends through these changes and were 
afraid to make other connections”. 
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Motivation 
 
In our theoretical section we discussed the importance of keeping ones 
employees motivated. Employees that are motivated are also more satisfied, 
bring more efficiency to the organization, create a better working environment, 
and tend to be more loyal to the organization (Silberman, 2009). An important 
aspects regarding motivation is that it requires the manager to be aware of the 
needs and wishes of the employees and the key to this would be 
communication between these parties (Lauby, 2005). 
 
Tomas Spurny, the CEO of BCR, in a number of media interviews, said that 
the organization is seeking to “boost morale” of the remaining employees of 
the bank. He states that the strategy they found requires 200 department 
managers to spend one week working along with front-office employees from 
local branches. He believes that by this the managers will be more aware of the 
needs and situations of the target employees:  
“I want this to be the legacy that I leave behind in Romania, a program that 
the bank will assimilate and become routine, because an experience of one 
week every year in a branch brings you back to reality” (Tomas Spurny).  
But according to the employees interviewed, this did not happen:  
“No, at least the local branch in which I was working, the managers didn’t 
work with the front-office.” 
 
According to Spurny, a number of special workshops were also planned, where 
any messages from the top management would be communicated to all 
employees of BCR. Comparing the information from the interviews we have 
done for this research with the plan of the top management of BCR, we cannot 
say that it has been implemented, or at least not in a way that could be 
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considered efficient. The views of the employees we talked to are somewhat 
contradicting the plan of improving morale that was mentioned by the CEO of 
the bank.  
 
During the interview, the subjects were asked whether they feel that the 
management at BCR is being supportive and encouraging towards them and 
how are they doing this. The majority of the employees that were addressed 
this question said that they do not feel encouragement from their managers and 
some do not even believe that management is doing anything in this respect:  
“I cannot say that they encourage and support employees in any way.”.  
 
In the interviews, some employees expressed their wish for a better 
communication with management: “The management of the bank should be 
more interested of the needs of employees; we want to feel listened and our 
opinion to be taken into consideration.”.  
We see that there is some neglect regarding the needs of the employees. This 
may be another cause for the lack of organizational loyalty or low retention 
power of employees.  
 
We presented a statement of BCR‟s CEO, Tomas Spurny, in which he 
mentions a plan through which better communication channels and better 
awareness of the working environment and situations in the branch offices of 
the bank would be possible for higher-ranking managers. The intention was to 
send out each month one manager or director (in all, a number of 200 
managers/directors were mentioned) from a head office to work hand-in-hand 
at a local branch with the front office staff. Through this the employees would 
have seen that management is actually interested in their situation and are 
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seeking to get a better understanding and feel of the environment and any 
problems that may need resolving.  
An employee, when asked during one of our interviews if any manager from a 
central office had actually been to the branch and had worked besides them or 
their colleagues, the subject responded that that had not been the case: “No, at 
least the local branch in which I was working, the managers didn’t work with 
the front-office.”. We could see from this that in fact management has not fully 
implemented that specific plan and as a result, the employees are pointing out 
that there is a lack of communication with management that they find 
dissatisfying. In their interviews, several mention that they do not feel 
encouraged nor motivated by management and they express a wish for a better 
connection with the higher-ups: “Not supportive enough.”, “[…] more 
understanding from management”, “A management more involved […]”, 
“The management of the bank should be more interested of the needs of 
employees; we want to feel listened and our opinion to be taken into 
consideration.”.    
 
Performance 
 
As Kahn et al. (1964) state, a reduced job satisfaction at the level of employees 
may determine these employees to be less productive and less efficient at their 
tasks and work activities, even the ones considered more high-performing. 
Gilboa et al. (2008) found that there is a negative relation between the before-
discussed role overload and the job performance of the employees. 
Considering how their activity “produces” the final services of the 
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organization, less performing employees can also lead to a decline of the 
organization‟s overall performance.  
 
As we have discussed previously, the interviews with employees of BCR 
showed that they believe to be fairly dissatisfied with their jobs within the 
bank. This is especially reflected considering their self-assessment on a scale 
from 1 to 5 used during the interviews where most of them stated to be 
relatively dissatisfied with an average score of around 3, but also the other 
discussed factors and situations.  The case should be that BCR‟s performance 
would have also suffered considering the negative relation between this and 
job satisfaction of its employees.  
 
In an earlier section of the paper dedicated to the presentation of the study case 
on BCR, we presented a general financial situation of the organization over a 
number of years right after the implementation of the restructuring as well as 
compare this to previous years when the bank was in a declining financial 
position. In 2013, the year following the implementation of the restructuring 
plan, BCR achieved a breakeven point after a period of financial distress, and 
did so after a short period of time. It proved that on some levels, the 
restructuring did yield positive outcomes.  
 
 What we saw after the process of restructuring took place is that, although a 
financial upturn is hard to expect in such conditions and short periods, the 
profits did maintain a rather flat path the year following the restructuring. 
However, in 2014 we do see a financial decline of the bank, even though the 
operating costs had also gone down. 
We notice a decline in the organizational performance of BCR that is linked to 
the dissatisfaction of the staff related to the job and workplace. As our 
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interviews with BCR‟s employees point out, this dissatisfaction determines 
them to be less productive in the sense that stressed relationships with 
colleagues and high levels of tasks and workload determine a stressful 
environment which, in our theory, we have seen to be linked to less efficient, 
effective, or productive outcomes.  
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Conclusions 
 
 
At the base of a restructuring process stays a new strategic idea as a result of 
creative minds (the management of the corporation), and at the base of the 
performance of a corporation is job satisfaction and motivation of employees.  
 
Through this research, we have seen that this restructuring process which stays 
at the base of changes at the level of work environment, leads to a corporation 
that takes different forms and goes through different stages until the 
organization is in a steady and stable state. Hence, restructuring is important in 
launching a “revival plan”, but more than this, it is a crucial factor in the 
survival or decline of a corporation. If a corporation does not come with a well 
thought out plan in all directions, especially for employees and the 
performance of the organization, in a few months that corporation will go 
bankrupt and its competitors will take an advantage from it.  
 
These revolutionary or evolutionary processes which “break into” the market 
or society with something original and more useful for its employees, as well 
for customers are largely seek by any corporation and its managers. A well 
defined plan together with a management of the corporation that has the ability 
to manage well these resources will lead to an increase of operating incomes 
and a decrease of operating expenses, as we saw in the section of financial 
situation of an organization. If Incomes increase at a greater rate than 
Expenses, then this corporation will be on a stable path and growing in 
profitability.  
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The process of translating an idea into a process called restructuring implies 
costs, time consumption and skilled workforce. These costs are done with one 
goal: increasing efficiency and effectiveness of the organization, in other 
words profitability and performance for the corporation and satisfying its 
employees and customers, for keeping alive its corporation.  
 
The literature presented in this paper is rich in reporting that restructuring and 
downsizing investments plays an important role in the changes process of the 
work environment, but put together with the values obtained from our study 
case, our conclusion is that the expenditures made with this restricting plan in a 
corporation aren‟t important, but crucial for both cases: the survival of the 
corporation or the increase in performance and profitability.  
 
In our study case, the CEO of BCR, Tomas Spurny, found as the best solution 
when he started dealing with the struggle of the organization, to implement 
such huge changes at the level of the organization as firing 1500 old employees 
and hire other 400-500 new employees, and closing over 60 bank branches  in 
order to cut costs. They succeeded to finish the year on a profit of 127 million 
EUR (at the end of 2013), after a huge loss of 276 million EUR in the previous 
year (2012).  
 
Once they implemented this process, the profits start slowly to increase. Even 
if the profits weren‟t increasing at a high rate, they managed to recover after 
years of losses. But now, after so many changes within the organization, the 
bank is on a good path as profitability, but starts having deficiencies on job 
satisfaction. As we saw in the second part of our study case analysis, the 
employees are not satisfied with their job anymore, because there is less 
personnel, but with the same amount of work, declaring in their interviews that 
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““We are spending more time at the bank  now.”. The increased attributions 
lead to a higher degree of exhaustion from having to adjust and cope with these 
changes: “I did my best, but I was going home tired every day.”  
 
Another aspect from within the work environment of the BCR employees that 
led to their general dissatisfaction was the strained relationships between 
coworkers. We saw that this was a result of mistrust on the part of the 
survivors towards the new employees. These created stressful and 
uncomfortable working conditions for both the remaining staff and the new-
comers as well: “I felt a very unsecured work environment, and was hard for 
me to integrate because the old employees lost their friends through these 
changes and were afraid to make other connections.”. With these conditions 
we link less a less productive workforce to the general level of dissatisfaction 
in the organization.  
 
We see here a lack of interest of the bank in motivating their employees. They 
are not willing any more to work for the “ranked number one bank in 
Romania” because they don‟t fell any more part of the success of it, but just 
tolls in the hands of managers.  The management does have a plan for 
maintaining, or rather enhancing, the motivation of the staff, but from our 
discussions with their employees they did not seem to have implemented them, 
at least not in a way that the employees could identify. This left the employees 
with a feeling of distrust towards the higher management and it also led to a 
low motivation to being commited to remain with the organization.  
 
 
We saw that the constant change of employees and their lack of skills and 
experience also had an effect on the clients of the bank, leading to a damaged 
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image of the corporation itself. Clients perceive the organizations according to 
its employees that render services to them: if these are efficient then they 
would trust it, but if they see tired, overworked, or inexperienced staff they 
would consider the organization as less trustworthy and efficient.  
  
 
To conclude, restructuring process matters for the performance of the 
corporation and job satisfaction of employees.  Is beneficial for corporations to 
undertake plans like this and imply some costs with these, for a long lasting 
growing of the corporation. Besides seeing these efforts rewarded through 
increasing in operating incomes and decreasing in operating expenses, a 
management should take into consideration the satisfaction of employees, 
because they are the “engine” of the organization.  
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Appendix 
 
 
The study on restructuring of personnel in BCR was based on interviews of 
current employees, “survival employees”, and former employees. The 
following questions are intended only for those who worked or are working 
within BCR. The interview is intended as a method for collecting primary data 
that will be used in the analysis part of the study regarding the restructuring in 
BCR and its effects on workplace and employees. Participation to this 
interview was voluntary; the data gathered being anonymous and confidential. 
 
 
Interview no. 1taken online on 5.12.2015, 14:35 h. 
 
General information 
1. Name: R.M. 
2. Age: 22 
3. Gender : Female 
4. Education (last graduated/currently attending): 
Faculty of Economics & Business Administration 
Work-related information 
5. Current position/occupation within the organization (if you are not 
working anymore for BCR, please write your position that you had in 
bank) 
Cashier/ Fast area client advisor 
6. How long have you worked within BCR? 
 4 months  
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7. Why you are not working anymore within BCR? (to be completed only 
by the people who left the bank) 
Because of a stressed work environment, and due to work overtime. 
8. On a scale from 1 to 5, rate how satisfied you find/found your job at 
BCR? 
1 2 3 4 5 
Very 
unsatisfied 
   Very 
satisfied 
 
I think I positioned myself on 3. Not very satisfied about the job. 
9. What made you feel this way?  
The pressure of responsibilities and a stressed work environment. 
 
Starting with 2012 BCR implemented some changes at the level of HR 
(e.g. layoffs, new personnel in large numbers) 
 
10.  Would you say these changes affected you in a way or another? How 
so? 
Yes. I felt a very unsecured work environment, and was hard for me to 
integrate because the old employees lost their friends through these 
changes and were afraid to make other connections. 
11. After this restructuring, did you notice any changes in the working 
environment? 
Yes   
12. If so, what changes did you notice in the working environment? 
The lack of experience of new employees, old employees' depression, too 
much overtime. 
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13. Can you tell us something about the old employees that were fired? 
Most employees who were fired were employees of the bank for more 
than 20-25 years who received about 13 redundancy payments.  If we 
calculate those 13 redundancy payments multiplied by the number of 
employees who left the bank, we get huge numbers.” 
14. After the personnel restructuring, would you say that your attributions 
related to your job have increased? (e.g. increased your work-load, more 
tasks)  
 Yes 
15. If so, how would you say you handled them? 
I did my best, but I was going home tired every day. 
16. Is the management of the company supporting and encouraging 
employees enough?  
No. Not enough 
17. If so, what is it doing to be supportive/encouraging? 
I can not say that they encourage and support employees in any way. 
18. Which are your suggestions for improving the work in your department? 
The management of the bank should be more interested of the needs of 
employees; we want to feel listened and our opinion to be taken into 
consideration 
 
 
Interview no. 2 taken online on 9.12.2015, 12:27 h. 
 
General information 
1. Gender : Male 
2. Education (last graduated/currently attending): 
Engineering College 
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Work-related information 
3. Current position/occupation within the organization (if you are not 
working anymore for BCR, please write your position that you had in 
bank) 
Retail Client Advisor 
4. How long have you worked within BCR? 
2 years 
5. On a scale from 1 to 5, rate how satisfied you find/found your job at 
BCR? 
1 2 3 4 5 
Very 
unsatisfied 
   Very 
satisfied 
 
I fell that I am 4. Not very satisfied, but good with my job. 
6. What made you feel this way?  
Colleagues and work environment 
 
Starting with 2012 BCR implemented some changes at the level of HR 
(e.g. layoffs, new personnel in large numbers) 
 
7.  Would you say these changes affected you in a way or another? How 
so? 
Yes, increased my work-load, more tasks. 
8. After this restructuring, did you notice any changes in the working 
environment? 
Yes   
9. If so, what changes did you notice in the working environment? 
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Less personnel, increased work-load, unsatisfied customers. 
10. After the personnel restructuring, would you say that your attributions 
related to your job have increased? (e.g. increased your work-load, more 
tasks)  
 Yes 
11. If so, how would you say you handled them? 
With a short period of adaptation, pretty well. 
12. Is the management of the company supporting and encouraging 
employees enough?  
Yes, but not enough. 
13. If so, what is it doing to be supportive/encouraging? 
Verbally 
14. Which are your suggestions for improving the work in your department 
A management more involved in HRM, and I’d like listening to a radio 
station during work to be more relaxed. 
 
 
Interview no. 3 taken online on 9.12.2015, 19:02 h. 
 
General information 
1. Name: C.C. 
2. Gender : Male 
3. Education (last graduated/currently attending): 
Master in Accounting & Management Information Systems 
Work-related information 
4. Current position/occupation within the organization (if you are not 
working anymore for BCR, please write your position that you had in 
bank) 
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Micro-enterprises Client Advisor 
5. How long have you worked within BCR? 
13 years 
6. On a scale from 1 to 5, rate how satisfied you find/found your job at 
BCR? 
1 2 3 4 5 
Very 
unsatisfied 
   Very 
satisfied 
 
 Not very satisfied about the job: 3. 
7. What made you feel this way?  
Changes that are done too quickly on a market that is unprepared for 
such an increased changing rate. 
 
Starting with 2012 BCR implemented some changes at the level of HR 
(e.g. layoffs, new personnel in large numbers) 
 
8.  Would you say these changes affected you in a way or another? How 
so? 
Personally no. It was our clients that felt a big impact: seeing different 
employees in a short period of time, sometimes inspiring uncertainty. 
9. After this restructuring, did you notice any changes in the working 
environment? 
Yes   
10. If so, what changes did you notice in the working environment? 
Some simplification in flux and centralization of many activities 
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11. After the personnel restructuring, would you say that your attributions 
related to your job have increased? (e.g. increased your work-load, more 
tasks)  
Yes. We are spending more time at the bank  now. 
12. If so, how would you say you handled them? 
Not easy. With a lot of work and dedication. 
13. Is the management of the company supporting and encouraging 
employees enough?  
No 
14. If so, what is it doing to be supportive/encouraging? 
Not supportive enough 
15. Which are your suggestions for improving the work in your department? 
Colaboration and simplification of flux and procedures. 
 
Interview no. 4 taken online on 5.12.2015, 14:35 h. 
 
General information 
1. Name: E.M 
2. Age: 21 
3. Gender : Male 
4. Education (last graduated/currently attending): 
Faculty of Economics: Finance & Banking 
Work-related information 
5. Current position/occupation within the organization (if you are not 
working anymore for BCR, please write your position that you had in 
bank) 
Fast area client advisor 
6. How long have you worked within BCR? 
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5 months  
7. Why you are not working anymore within BCR? (to be completed only 
by the people who left the bank) 
Because of the schedule and of unpayed overtime 
8. On a scale from 1 to 5, rate how satisfied you find/found your job at 
BCR? 
1 2 3 4 5 
Very 
unsatisfied 
   Very 
satisfied 
 
I’d choose 3. 
9. What made you feel this way?  
Staff and customers 
 
Starting with 2012 BCR implemented some changes at the level of HR 
(e.g. layoffs, new personnel in large numbers) 
 
10.  Would you say these changes affected you in a way or another? How 
so? 
Yes, everybody was affected: more work to do, less staff and unprepared 
personnel. 
11. After this restructuring, did you notice any changes in the working 
environment? 
Yes   
12. If so, what changes did you notice in the working environment? 
They laid-off personnel with experience and big salary and hired part-
timers for low wages. Lack of experience complicated things quite a lot. 
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13. Your CEO said in more interviews that they plan to have 200 department 
managers to spend one week working along with front-office employees 
from local branches. Is this true? 
No, at least the local branch in which I was working, the managers 
didn’t work with the front-office. 
14. After the personnel restructuring, would you say that your attributions 
related to your job have increased? (e.g. increased your work-load, more 
tasks)  
Yes 
15. If so, how would you say you handled them? 
The motivation and support of my family. 
16. Is the management of the company supporting and encouraging 
employees enough?  
No.  
17. Which are your suggestions for improving the work in your department? 
Encourage a social environment where workers can get to know each 
other better, more understanding from management. 
 
